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ABSTRACT .

If educational administration preparation programs
are to become more effective, basic premises need changing.
Behavioral and social science knowledge must be deliberately included
in the design, structire, and utilization of training prograas
drawing on the theoretical and empirical literature of socialization
of adults in complex organizations. The periods of pre-entry
socialization, early on-the-job-socialization, and formal setting
socialization should not be neglected. Wheeler's theoretical model of
socialization interaction could facilitate effective training
programs. The autonomy norms of university professors and the
organizational structure of universities are problems retarding the
incorporation of socialization knowledge into program designs, but
those restonsible for preparing educational administrators need to
know that behavioral and social sciences can provide systematic
guidance relative to program design and operation, and are means for
increasing capability to train more competent educational
administrators. (Author/DW)
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There 18 increasing clamcr regerding the ability of professicral
preparation programs te train competent practitioners. Programs claiming
tc improve the effectiveness of educaticnal sdministratcrs are as
vulnerable, perhaps more, as thuse designing to trein decters, clergy,
lawyers, nurses, teachers, and cthers whose "License to practice"
1s liniked, directly cr indirectly, to a period of formal prepara-
tion for the role.

While the question cf the relation between kncwledge and
practice 1s not a new one, it poses a particularly vexirg
problem for those concerned with the preparation ard training of
canpetent professicnal practitioners., In this arena, as perhaps
in nc cther, the clarity of the relatiocn between thecry and practice
1s crucial —— and yet the relaticn 1s frequently cloudad.
Preparation programs for educational administratcrs are frequently
criticized for threir failure tc adequately relate theory (espcused
by faculty in univeragty settings) to practice (thecry-in-use
guiding administrator behavicr in the ﬁeld).l The recent

Yontts frgyris and Denald A. Schén, Theory in Practice: Increasing
Professicnal Effectiveness, Jossey-Brss F By 1974,




excitement swrrouwréing the energence of competency/performance-based
administrator preparation pregrams reflecte this cbservaticn that
current training programs are not adequately preparing effective
educationzl administrators.

A major concern addressed in this paper 18 that such changes
in the focus and the locus ¢f preparation will no*t result in the
expected increase in carpetercy among educaticasl administraters.
Irdeed, as Bridges and Eaehr {1471) irdicate, most siudies of
educational administraticn show little relatianship between the
amcunt of formal training and sutsequent Job effectiveness of
administrator practiticrers, as perceived by supericrs and
sutcrdinates. The reasoning wrderlying'the discussion to follow
1s that the current basis fcr the design and cperation cf pre-
raration programs is inadeguate to the task of producing ccmpetent
administrators.

It is proposed that {1) historical trends in preparaticn programs
represent peripher al charges that bave no% produced any furdamental
shifts in the inowledge and value premises underlying the struc-
ture of training programs themseives; (2) systemic  change in
the basis upon which programs are desigred and cperated will be

necessary 1f destgediincreaces in program effectiveress are to be

realized; and {3) incorporating erpirical and thecretical knok-

ledge from the behavicral zrs! social sciences in the structure and
rperarion of such programs cffers cne means of substantlally
irereasing their capability fer training more conpetent educational
administrators.




TRENDS IN PREPARATION PRCGRAMS

while there has beer: no systematic mechanissm for the monitoring
of preparaticu pregrams (Silver, 1674), a 1973 study by the Univoer-
sity Cauncil for Educaticnal Adrindstration identified ten histerical
trends emerging cver the lsst decade. Briefiy, preparetior programs
are increasingly characterized by their tendercy tor

1)} State their purpcse in more erational teims;
2) Incorpcrate idezs and research finéings from the
gsocial ard behavicrzl sclences;
3) Train educaticnal and other adriinistratcrs in
camen programs;
4) Reccgnize the sallency cf 1dees from the humanities;
5) Reflect more specialized erd more discipline-basad
ynowledge ard siill;
6) Beccre mare fiexible;
7) Define program structure mcre clearly;
8) Increase the heterogenelty of studonts recraited;
9) Increase the variety of instructional approaches
used; and
16) Increase the quantity and verilety of field experlerces.

mhere are three emergent trends nctad in a 1974 repert by £ilver:
1) Increasing field orientation;
2) Increasing attention tc campetency/pert ormance~based
progranedng; and
3) Increasing integration with other departaernts.
mhese three emergent trends zrd the ten histcricel trends In prepara-

tion programs reflect what is termed first-order change. Watzlawick,

veakland, and Fisch (1974) cefine a first-order change as “one that
occurs within a given system which itself remains unchanged...."

Tris 1s distinguished {rcm second-order change which these authors

defined as "one whose occurrance changes the system itself.”
There is 1little argurent regarding the pesitive contributicn
of the mary first-crder changes reflected in the historicad trerds




characterizing preparaticn programs. However, the level on which
these changes o-cured have nct effected any fundamental realligrnert
or alteration of the fact and value premises upon which these training
programs are desigred and cperated; contert and delivery-inechanisnmi
changed samewhrat, but the basic program structure remained abtout

rhe same. The emergent <rerds tcward an increasing fleld crienta-
tion ard an increasirg attentlon tc carpetency/performance-tased
pregramming are of a similar nature. Thegy alsc represent first-order
change in which the basic syster. remains essentially unchanged ——
the locaticr., the criteria, and perhaps even the trainers themselves
may te altered, cut the overall system upon which the trainirg
program itself is designed and cperated remains the same. Ore can
predict, vith scme degree cf certainty, that first—crder change of
this nature is nct any more likely to produc'e more competent

administretors than previcus changes of the first crder.

EFFECTIVE PFEFARATICN PROGRAMS: THE NECESSITY
OF SECOND-ORDER CHANGE

If preparation pregrams for educational adwinistratore are to
became more effective, the bezlc premises upch which these programs
have been built must be changed. The second-order change preposed
here is to move from mere inclusicn of tehavioral and sccial science
Knowledge as part of program centent to the deliberate utilizaticn
of that same knowledge in the design, structure, and cperation of
these programs. Thus, in aXirion tc the current inccrporation cf
such lncwledge into prcgram content, much of the same kncwledge would

be used as the basis fcr decisions cencerning the srlection and
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precessing cf students, as well as for deeisions about pregranm struc-
ture and 1ts relation to program rupose. The theoretical aré enpl:-
ical literature caicernirg the sccializaticon of adults {n corplex
orgarizalicns 1is rich in kncwledge reiating directly to the design

ard cperation of prefessioral preparation pregrams.

CRGANIZATICIAL SOCIAZIZATION AND PROGRAM REDESIGN

Preparation programs fcr ecucational adminisirators have
systematically ignored three crucisl rericds in the develcpment of
adriristrator practitiarers. The {irst of these cericerns informal
leaming cccuring in the period imrediately prior to entry intc a
formal preparaticn pregram. The second neglected ares is the
leazrdng and personal adjustment which occurs durirg the period
fellewing formal preparaticn and credentialliing of successful
cardidates — the first several years on the job as ar zdministratcr.
A third period of reglect cencerns the prcapective administrator's
experierces in the formal trainirg program itself. While sczisl-
ization phenamena cecuring durirg mid and late stages (Bridges,
1965 ard Schein, 1974) of the administrator's csreer cycle are also

important areas c¢f cuncerm, they will nct te éiscussed here.

Pre-ectry Socializatien

The idea that prior experience has some effect cn later learning
is rot rew. Brim, among others, suggests a powerful notion- —
that personality develcgment 1s in part a result of new-role learnirg
by individuals (1960).




Recent .esearch by B3obd (1966) and Greenfield (1973) suggest

quite strcngly that the quality and variety of experience during

the teaching years corditicns the nature =f the work-werld

crientation held as an administratcr. While there has lcng

teen an assumed (but nct validated) relaticn btetween fumber cf years

as a teacher and qualification for administrative certification,
Bicad's and Greenfield's findings indicate that it 1s nct the length
but rather the quality of the experience during those yesrs that

counts — mere specifically, what dees the teacher learn diiring
thcse years as an crganizaticnal member. ' L

The evidence indicates that a périad of anticipatcery social-
1zation (Merton, 1968 cccurs'prior to or parallel with the formal
administrative preparstion program. A function of qualitative
differences in the nature of the administrative candidate's experi-
ence during this period 18 that candidates acquire different.
degrees of knowledge ard familiarity regarding the morms, values,
practices and general work-world orientations of the adiinistrative
group. Yet, mcst formal preparaticn progrems are designed and
operated as if ncre of this informal learning occured.

Another faster warrarting consideratisn is the special lcng-
term serizl chasracter of the sociaiizaticn experiences of teachérs
and admirdstraters. Educatcrs are probably wnique in their long-
term exposure tc the rcles they'll eventually assume as adults
(Blcod, 1966). If preparation programs are tc train more eflective
adrinistratcr practiticners, them it seems of paramcunt importance
that they be designed and cpersted in 2 manner that refiects

awarerees ¢f these and other pre-ertry roleelearning phenomene.
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Early On-The-Job Socialization

A recent stydy by Mascaro (1973) indicates that the early an-the-
job socialization into the principalship presents a problamatic sit-
uation far the new role cccupant. while the specific nature of the
problematic situation may vary aeccording to individual differences
aecndrxﬁmearna'lcamimabwbthemm-dmﬂaotthe
principalship, it seems evident that adjustments will be made or
attempted by the new administrator in an effort to reduce the
Wmmmqrmumtmmmnmm
conceptions held by the incumbent for the role. It vould appear
adventageous, if a mjar purpose of preperation programs is to
provide prospective educational administratcrs with soee realjstic
conception of the role demends on adwinistrators, to bulld into the
arricula of formal training programs some learning and practice
oppartunities that would at least "tip-off" the prospective admin-
istostporthat save role adjustments may be necessary. It 18 reeson-
able to assume that the early an-the-jcb socialization period might
theredby be facilitated,

Almlhscam'sst\xiymlindtedtoﬂuewm
principalship, it seems reasonable to speculate that parallel
phenamena way well follow initial emtry into any new rols.

For example, Lortie's (1959) study of lawyers is indicative that
sane amount ofpémanladjuatmentwasmceuitabedmﬁmtym
lawyers in their dealing with the problematic situation of “rumning
a practice” (having to set wp an office, service clients, and the
1ike.) The cese of medicine (Becker & Geer, 1958) offers another

8



exemple of the necessity to make adjustments to unanticipated
problematic situations canfponting new role occupants. Recent re-
search by Buchanan (1974) documants other “adjustment® phencmena
concerning ths socialiration of managers in work organizations.

As the foregoing sugzests, much is likely to ocour after
formal preparation, during the early on-the-job eocialization of
the new role incurbent. It ap . -8 reasmable that the first yegr
experiences of newly appointed educational edministrators could
deliberately be enhanced to the extent that they were prepared to
deal with, and have some Jmowledge about, the prodblematic situations
1ikel s to be encountered on the first, and perhaps succeeding jobs.
These problems will vary according to 4LJfdifferences in the earlier
anticipptory socialization experiences of incurbents and (2) differences
in the nature of the newly acquired role. Again, flarther study and
testing of these and relatediphenamena would seem to offer high
promise in terws of providing those responsidle for the formel
preparation of educational administrators with salient data bbout
the nature of problems likely to be encountered during the first year

on the jb.
Socializat Sett

There is much that 18 known about the socializaticn o adults in
the context of complex organizaticnal settings. However, the design
and execution of existing preparation programs for educational
adriniatrators does not appear to reflect what 1s known sbout these
socialization processes in general, nor 4o they reflect whst is




Known about specific sccialization phencmena relating directly to
formal and informc) learning among educationsl sdministrators. The
social sclence literature abounds with theoretical canstructs as well
a8 erpirical data which would s instructive to the desigrers of such
formal preparation programs.
A theoretical model which could facilitate the development of
mare effective training programs 1is the paradigs developed by
Wheeler in which he posits that scclalization outcomes are in part
a function of the interaction of six dimensions, three at the
organizational level and three at the individual level (1967),
Wheeler speculates that the most favorable outcomes would occur
... in settings where the typical recruit is
motivated and capable of learning both the morms
and the required performances, and where the
setting itself presents a clear normative struc-
ture, offers many oppertunities for performance,
and has the power of selective reward (p. 112).

The six intervening wechanisms of Wheeler's framework and three

resultant sociaslization outcores (Brim,(1967) .are pictured below
in Figure 1.

Preparation Prcgram's Student 's Capacity Socialization
Cepacity to: to: Out:comes
(A) Preaent clear (D) Learn the ]
norms; norms; ang
Inter- conditions | (G) Knowledge
(8) Provide per—|redated (E) Perform; |acquisitl (H) Values and
formance with and of specific Attituwies
opportunities; * (I) Behavior
and
(C) Selectively (F) Be Motivated
reward per- to perform
formance

Figure 1: Socialization Phencmena Related to Formal Preparation Pro-
grams (AMapted from Stanton Wheeler (1967) "Framework for the Analysis
of Socialization in Organizaticna")
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Most administrator preparttion programs enmphasize the knov ‘dge
dtpension, although some are now beginning to move toward emphasis
of observable behavicral phemcmena. In any case, the potential of
a framework such as Wheeler's to the deliberate design, evaluation,
and refinament of farmel preparation programs seems pramising.
The usefuffiness of Wheeler's model, and of many other sociali-
zation constructs not reflected in the faregoing illustrstion,
is that they serve to focus attention an variables which (1) can
usually be menipulated or controlled by the socialixing agent, and
(2) can have a discernable effect on socialization outcames. A
second major advantage accruing to these and other socialigzation
constructs 1s that they offer a ccherent theoretical basis for
developing and evaluating both formml and informal learning
occuring throughout the career cycle of the educational administrator——
especially the pre-entry period of informal learming, the formal
greduate training program itself, and the post-program soclalization
phencmena affecting the newly appointed administrator. Frameworks
used in the past have not been able to adequately incorporate the
miltitade of factors influencing the developmant of effective
administrator practitioners in the field of education. While social-
ization theary is not likely to account for everything, it does seem
bothlinpleuﬂcapletea\o\@tomua@metoagentsof
preparation programs concerned with producing competent educational
administrators.
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Changs on the order of what has been suggested will be difficult
at best. 'Mmmwsmmmm@ormnammu
m—comtmctim of the premises upon which preparation programs
'amtlymt Wﬂemstmnmtmmm
‘those attempting such changs 1£ that the programmtic alterations
necessitated by incorparation of socialization knowledge into
'mmmmummmmtommmor
individual uuveraity prafessors. A second difficulty lies in the
mwmmottmmmty——mgtmmtw
to accommodate such crganized and coordinated activity. When
such activities do occur they usually take the form of 8 "center”
or en “institute® lying outside the formal departmental structure;
hence, internal chenge is obviated to a large extent. A third
constraint is related to the nature of the reward-structure within
the university — most systems tend to reward scholorship related to
knowledge production and dissemination activities rether then those
focusing upon the actual design and operation of farmal training
progrers. |

Operationalizing the proposed systemic (second-order) changes
will be preblermatic. One can be fairly certain, however, that
peripheral (first-order) changes which merely shift the locus
(from University to field) or redi-ect the focus (from knowledge
to behavior) of preparation programs will be unlikely to effect




fundamental improvement relative to producing effective educational i
administrators. If the premises underlying administratar training
programs do not change, forimal training will conti=* ++ bear
little relation to effectiveness on the job.

Those responsible for the preparation of educational adminis-
trators need to be aware that our lnowledge base in the dehavioral
and social sciences is now firm enougb to provide systematic
guideance relative to progrem design and operation. Incorparating
enpirical and theoretical knowledge sbout organizatimal sociali-
zation in the structure and operati-zi of such programs offers me
means of substantially increasing their capability for tm.‘l.mm
more campetent educational administratars.
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